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Introduction 


Many voices remind us that the situation in the Boston Public 
Schools is dire. The media, researchers, parents and school staff 
can easily identify many system wide shortcomings. "Tracking" 
students is the norm. Identification as a special education student 
is often a one-way ticket to failure. Children are retained more 
often than necessary with negative results. The drop-out rate is too 
high — especially for Hispanic youth. Overall, student achievement 
is low. 


The situation in Boston is clearly critical, but it is also a time of 
great opportunity. The problems listed above are serious and demand 
solutions. However, this demand brings with it the opportunity to 
radically change for the better the way Boston's schools serve 
students and their families. 


Much of what is needed for this change already exists. There are 
many talented staff in our schools. Certain programs clearly show 
positive results in terms of meeting students' needs. The question 
is no longer simply "what works for students?" but rather, "how do 
we make what works happen more often?" 


One answer to this question will come with the opening of the 
Holmes elementary school. This innovative East Zone school will 
integrate fully both "regular ed" and “special needs" students. 
Regular education and special education teachers will work in 
partnership to meet the needs of all students. The organization of 
the Holmes school is based on the results of research that shows 
methods of mainstreaming are successful. 


The Holmes is one example of a "new" school in Boston. In this 
instance, it occurred within a newly renovated building. CWEC 
believes that Boston can create effective schools within existing 
buildings; School Based Management/Shared Decision-Making 
(SBM/SDM) is potentially a powerful vehicle for doing so. 


This report highlights what participants identify as some of the 
strengths and weaknesses of how SBM/SDM has been implemented on 
a system wide basis so far and then makes recommendations for 
change based on this input. 


Specifically, this report addresses the following questions. 


How can SBM/SDM promote positive changes in teaching 
and learning? 


How can SBM/SDM help schools to restructure and renew 
themselves overall? 


What can the zone and central offices do — or not do — to 
facilitate this renewal? 


What other systemic changes need to take place to assist 
in these processes? 


What are the implications for the next teachers’ 
contract? 


This report is CWEC's second review of SBM/SDM in Boston. The 

first report — a needs assessment — was released in June 1990 prior 
to the implementation of SBM/SDM. As with the needs assessment, 
this report gives a voice to the concerns and questions raised by 
stakeholders in Boston's schools. 


Both reports are part of CWEC's Changing Schools Project, whose 


primary goal is to support schools seeking to improve the way 
teachers teach and children learn. 


Methods 


This report is field based. Data was gathered primarily through 
more than 100 individual and group interviews with a wide variety 
of parents and school staff at a majority of participating schools. 


Specifically, the research methods include: 


@ individual and group interviews with parents and school 
staff of SBM/SDM schools 


@ site visits to 25 of the 32 SBM/SDM schools over the 
past twelve months 


¢ first hand observation of school site council meetings 


# a review of current educational research. 


What's Going Well 


The following is a list of positive outcomes of the first full year of 
implementation. 


Y 


Parents are directly involved in governance and planning. 
This is an important step to build partnerships between 
families and schools. One teacher reports, "The School 
Site Council has given me the opportunity to sit down 
face-to-face with parents. It has been a great 
experience." 


Thirty-two schools signed on as voluntary participants. 
This represents more than twenty-five percent of all of 
Boston's Public Schools — a significant number. New 
York City and Dade County claimed six percent and eleven 
percent participation, respectively, in their first years 
of implementation. 


The SBM/SDM committee developed and implemented an 
application process for schools that want to adopt 
SBM/SDM; they established guidelines for the election of 
school site council representatives. 


The SBM/SDM committee developed a three tier structure 
of training and support for school site councils. The 
committee also coordinated a bidding process that led to 
the awarding of a contract to the Boston Leadership 
Academy (BLA) for the initial training of school site 
councils. 


The BLA facilitated two rounds of three-day training 
sessions for Cycle | and Cycle Il schools. "Tier |" 

training sessions provided introductions to group 
process, strategic planning, strategies to increase 
family involvement and information concerning budgetary 


and staff assignment incentives. Participants reported 
that the training sessions provided useful information 
and a much needed forum for participants to share ideas, 
concerns, questions and experiences. 


The SBM/SDM office, under the direction of Mary Brown- 
Daniels and Al Butters, offered a number of training 
sessions concerning BPS operations. These "Tier II" 
training sessions answered many critical questions for 
school site council members concerning school 
operations (such as budget procedures) and incentives 
(such as staff selection.) 


A network of "Tier Ill" resources is being developed. 
Public and private concerns willing to provide services 
to SBM/SDM schools are being organized. This effort 
could evolve into a city wide consortium offering a broad 
menu of resources to participating school community 
members. These resources could include group 
facilitation, group process training, assistance with 
strategic planning, introduction to innovative curricula 
and other resources based on school needs. 


The BLA is coordinating the assignment of on-site 
facilitators for SBM/SDM schools to assist with 
meetings, the group process and other issues that may 
arise. 


A number of SBM/SDM schools have taken significant 
steps to better meet students’ needs. These efforts 
include restructuring the school into smaller "clusters," 
seeking waivers to integrate special education (SPED) 
and regular education students and focusing school site 
council energies on a well-defined, collaboratively 
determined set of priorities. 


What Needs To Happen Next 


Recommendations, Rationales 
and Ideas For Change 


In this section CWEC's recommendations are followed by the 
rationale and supporting data. These are followed by specific 
suggestions for improvement. 


Recommendation: Firmly establish "educational 


improvement" as the central goal of 


SBM/SDM. 
Rationale 
The overriding goal of any school-based process — including 


SBM/SDM — should be improvement in the education of students. 
Organizational, budgetary, and other policy decisions are essential 
means to this end, but they are not ends in themselves. 

A substantial majority of Boston SBM/SDM participants 
interviewed could not point to any significant change in the 
"teaching and learning that goes on in the classroom," and few could 
identify plans for such change. 

There seems to be a gap between what should be the primary 
goal of SBM/SDM — improving education — and what is happening. 

This is not a unique situation. An evaluation of the first three 
years of school-based management in Dade County, Florida suggests 
that SBM/SDM "has improved school climate and teacher morale, but 
has yet to make a difference in student performance in reading and 
mathematics" (New York Times, 3/9/91). While improving working 
conditions is important, it is secondary to improving student 
success. 

If student success becomes the bottom line for successful 
school improvement, then new student assessment strategies need 
to be developed. Standardized tests are not sufficiently informative 
about student progress. 


Ideas for chan 
Write a new SBM/SDM mission statement. 


Focus on 


A brief "mission statement" for SBM/SDM in Boston 
which identifies "educational improvement" as the 
number one priority should be written and widely 
publicized. 


The current agreement states, 
The purpose of shared decision making is to create a 
climate in the schools where the faculty, parents 
administration, students (at high school level) and 
other community participants working together share 
the responsibility for school improvement, better 
student performance, increased satisfaction among 
professional educators, and greater commitment to 
and involvement with parents and the broader 
community. (p. 10, Contract Between the Boston 
Teachers Union Local #66 AFT, AFL-CIO and the School 
Committee of Boston 1989-92) 


While "better student performance” is mentioned, student 
success as a whole does not command the prominence it 
deserves. 


Example: The principal purpose of School Based 
Management/Shared Decision Making in the Boston 
Public Schools is to improve the quality of 
instruction in order to increase student success. 


changes in classroom practices. 

If the goal of SBM/SDM is to increase student success, 
then the focus of improvement efforts should be on 
curriculum and teaching. 


Individual school improvement plans should include 
outcomes for students that can be measured. Decisions 
about specific desired student outcomes should be left 
up to the schools, as long as they are consistent with 
system wide priorities. 


Develop new strategies for assessing student success. 
New ways of assessing student success need to be 
developed which evaluate student academic achievement 
as well as social and physical development. 


An index of student success indicators should include 
multiple criteria, e.g. attendance, standardized test 
scores, incidents and type of disciplinary action, 
performance based evaluations, parent observations and 
a self-evaluation by students in grades 3-12. 


The central office should follow through on its 
commitment to explore, pilot and implement new 
methods of student assessment to replace the multiple- 
choice standardized tests currently in place. 


A beginning toward this has been made in Boston 
College's pilot program in five Boston schools and 
Boston's participation in the Urban District's Leadership 
Consortium/Philadelphia School Collaborative 
Assessment and Accountability Group. These are 
excellent steps and need to be continued. 


Recommendation: Improve communication about SBM/SDM 
in the community, between participating 
schools and within participating 

schools. 


Rationale 
_ There is not enough system wide communication concerning 
SBM/SDM. 

Our research shows that most parents whose children attend 
schools that have not adopted SBM/SDM do not know what it is. They 
should be better informed. Teachers, principals and headmasters at 
these schools also need accurate, up to date information about the 
trials and successes of SBM/SDM schools. Then they can make 
informed decisions about their own participation. 

There are numerous resources in the Boston community to 
create an ambitious, effective information campaign about SBM/SDM. 


Universities, businesses, the media and community based 
organizations have the technical capabilities and communication 
networks to enhance SBM/SDM information sharing. Many are willing 
to lend their support. They need to be engaged more fully. 

Staff at schools that have adopted SBM/SDM also need 
accessible, worthwhile opportunities to hear about each other's 
struggles and successes. Who has tried what? What is working? 
What is not? 

Communication needs to improve within SBM/SDM schools as 
well. While councils work hard on issues, not enough is done to keep 
other school community members up to date. A variety of strategies 
need to be employed to communicate with parents, teachers and 
others in the community. Different people have different strengths 
and learning styles. Some learn from hearing, others from seeing 
and still others from reading. What's more, people are inundated 
with written information. This, coupled with literacy problems and 
insufficient translation resources, makes it essential to diversify 
the ways in which we share information. 


Ideas for change 
..Within SBM/SDM eels 
Share ideas that work for communicating. 
Some schools have developed communication "pyramids." 
Each council member takes responsibility for 
communicating on a regular basis with a particular list 
of other school staff. Regular contact builds closer 
relationships among staff. 


Provide technical assistance. 
The central and zone offices should provide technical 
assistance and other resources to SBM/SDM schools 
eager to improve school wide communication. 


Support might include workshops on desktop publishing, 
listening and other communication skills, money for an 
autodialer and help in developing needs assessment 
instruments. 


..between SBM/SDM schools 
Publish a system wide, monthly SBM/SDM newsletter. 
A regular monthly SBM/SDM publication should be 
available for all school site council members and anyone 


who wants it. School site council members should be 
regular contributors to, and recipients of, this 
publication. 


The newsletter should focus on problem solving and 
successes that different schools have had so that school 
communities can learn from each other. It should include 
regular updates and announcements concerning incentives 
for SBM/SDM schools. 


Promote learning relationships between schools. 
Schools can learn from each other. Many principals, 
teachers and parents develop informal networks. While 
these are effective ways of sharing, the central and zone 
offices should promote more formal opportunities for 
inter-school communication and learning. These might 
include activities such as site visits, participant-led 
workshops and support groups. 


..With the community as a whole. 

Develop an active, varied and accessible 

communication network that includes community 

based organizations. 
Television and radio public service announcements, well 
publicized community meetings at the zone level and 
other community forums are among the many strategies 
that need to be employed to reach people. 


SBM/SDM should be promoted where people go about their 
daily business — at community health centers, at 
churches and in their homes. Many community based 
Organizations are willing and able to disseminate 
information concerning SBM/SDM. They need to be 

invited to participate. 


Promote two-way communication. 
Any system wide communication effort concerning 
SBM/SDM needs to be two-way. Meetings, TV and radio 
spots and even a newsletter should invite people's input 
and participation. 


Recommendation: Further decentralize "power" and 


“accountability” to school site councils. 


Rationale 

Most of the participants interviewed expressed a feeling of 
frustration at not being able to make "real" decisions at their 
schools. One principal pleads, "What power do we have now that is 
different than before? Almost none. This (SBM/SDM) is a sham!" 

Most teachers and principals also said that they would gladly 
be held accountable, but only if they could make truly significant 
decisions. While SBM/SDM allows participating schools to fill 
posted vacancies from the transfer pool without regard to seniority, 
this does not go far enough. "Let us decide who works here, how we 
spend our money and all that, and then judge how well we do!" one 
teacher challenged. 

One U.S. Department of Education sponsored report, under a 
section entitled "What Do We Need To Do?," notes, 


"Sites that have been engaged in school-based management for 
some time tend to describe central office as a flexible service 
department responding to needs emerging from below, that is, 
from the individual schools. A ‘supply and demand’ cycle may 
emerge in which central staffing and resource allocation is 
based on school site 'demand' for specific curriculum 
materials, training, and technical assistance." (Organizing the 
Educational System for Excellence: Harnessing the Energy of 
People, Southwest Educational Development Laboratory (SEDL), 
1990, p. 67) 


This transformation has yet to place in Boston. It should. 


If we are going to ask school community members to be 
accountable for improving their schools, we must give them the 
power to make change. Budgetary responsibility and operational 
accountability go hand in hand. 


Ideas For Change 
Alter staffing provisions. 


Individual schools should be given major responsibility 
for recruiting and selecting staff. The role of the 
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central office is to set specific guidelines for 
affirmative action — which must be maintained. 


In_ hiring 
In addition to being able to fill posted positions from 
the transfer pool, schools should have the right to fill 
all vacancies without regard to seniority, including 
positions that develop during and after the transfer 
process. Ideally, whenever an opening occurred, 
schools could advertise and recruit the candidates 
they want. 


In excessing 
Performance should be included as another criteria for 
determining staff reductions. Performance should 
take precedence over seniority. 


Increase budget power. 
SBM/SDM schools should be given 100 percent of their 
total cost allocation. The budget process should be 
reversed so that they would "buy" services — such as 
Curricular support and in-service training — and 
materials from the central and zone offices. Services 
which schools find valuable will flourish while others 
will not. Schools would "give back" agreed upon 
percentages to the central and zone offices to cover 
administrative costs and services that they choose to 
centralize. These would almost certainly include heating 
and transportation. 


This is clearly a complex issue, but more must be done to 
decentralize budget planning and decision-making to the 
school level. There needs to be a better balance between 
economies of scale and school site demand. 


11 


Recommendation: Restructure central and zone offices as 


school improvement centers. 


Rationale 

A large majority identified the central office as a hindrance to 
change. "lf they can find a way to mess it up, they will!" reflects a 
common sentiment among respondents. 

While there are problems with how Court Street is perceived 
by SBM/SDM participants, there is great potential for the central 
office to help facilitate school improvement efforts. Many central 
and zone staff possess valuable skills, experience and information. 

Effectively channeling these resources will be a challenge, but 
it is possible. The SEDL report suggests that in a variety of SBM 
districts, "The roles of central office staff change from those of 
decision-makers to support personnel. [They] support [schools’] 
efforts rather than leading or directing" (p. 67). 

The same report quotes a Hammond, Indiana central office 
staff person who "describes her newly created position in the 
district as follows: she is responsible for ‘managing’ state 
regulations and data reporting demands, thus performing tasks that 
currently sap the time and energy of principals and staff in many 
districts" (p. 67). Court street and zone office staff can make these 
adjustments. 

However, there is now little reason for administrative 
personnel to promote change. Job evaluations are not based on 
making improvements, but on making sure schools follow procedures 
and adhere to policy. That is why job descriptions and the 
evaluation process must be revised. 

This is particularly true if schools are empowered to “buy” 
services. Current central office practices will not survive a “supply 
and demand" approach. 


Ideas For Change 

Change the roles of central and zone office staff. 
The central and zone offices should exist to support 
school based efforts to develop better practices. They 
should be reorganized so that administrative personnel: 


Respond creatively and promptly to school 
initiatives, questions and requests. 
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¢ Identify effective practices, share them and 
encourage schools to adapt them. 


¢ Direct waivers to appropriate decision- 
makers, advocate for their approval, and 
Support the revision or removal of any 
policies, procedures or regulations that 
inhibit improvement. 


Develop a fair evaluation process that assesses staff 
performance in their new roles. 
New jobs demand new evaluation criteria. As zone and 
central office staff take on new roles, evaluation 
criteria should change. 


Recommendation: Improve the waiver process. 


Rationale 

The waiver process needs to be revised for a number of 
reasons. First, the process has too many layers. Schools that seek 
to affect change should be aided by the process, not discouraged by 
it. As one participating parent put it, "If the teachers in the building 
agree to what we want to do, why does the Zone have to approve, 
then the SBM committee, then the steering committee, then the BTU 
executive board, then the membership? That's ridiculous!" 

Second, the process is also often too long. Some waivers still 
await a response. "We submitted a waiver months ago. | haven't 
heard back yet," laments one SBM/SDM principal. 

Third, almost two-thirds of all waiver requests were 
unnecessary. Schools could have made the changes they sought 
without waiving any existing policies or regulations. This suggests 
a lack of accurate information about what kinds of decisions a 
school can make for itself. They need better information. Time is a 
precious commodity. Crafting waivers takes time. It should not be 
wasted. 

Fourth, schools are applying for too few waivers overall. 
Counting all waiver requests, there were less than three per school 
for relief from standard regulations. This indicates that more needs 
to be done to encourage risk-taking. One school site council member 
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— a teacher — says, "We want to wait and see what others try, before 
making any big changes. The risks seem too big." 

Fifth, schools don't know enough about what others are trying. 
Another school site council member — a parent — asks, "Why can't we 
find out what other schools are trying? We're just going to reinvent 
the wheel." 


Ideas for Change 

Streamline the waiver process. 
CWEC agrees with former Superintendent McDonough and 
others who have called for streamlining the waiver 
process. The number of “stops along the way" must be 
reduced. 


We urge the BTU to grant authority to its executive 
committee to review and approve waiver requests 
without bringing each one to the membership for a vote. 


Develop and publicize waiver guidelines. 
Based on the school system's educational priorities, the 
central office should develop and publicize broad 
guidelines concerning waiver requests. Furthermore, it 
is essential that schools know when to submit a waiver 
to change practice and when not to. A handbook needs to 
be developed that has this information. 


School site council members should know that in addition 
to research supported school-based initiatives, any 
waivers that complement system wide priorities will be 
approved quickly. For example, if there is a system wide 
commitment to improving parent and community 
involvement, then attempts to waive regulations, 
policies or procedures that hinder plans to do so should 
be waived immediately. 


Lastly, central and zone administrations should take the 


lead in proactively abolishing all policies, procedures 
and regulations that hinder system wide goals. 
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Publicize all waiver requests. 
Schools should be able to learn from each other and have 
access to each other's ideas. Distributing a collection of 
all waiver requests would be one way of promoting this 
kind of sharing. This can be done without identifying the 
school of origin. 


Recommendation: Change and strengthen the school 


planning process and method and process 
for assessing school improvement. 


Rationale 

If schools are empowered to affect real change, then they 
deserve a rigorous, On-going process that provides a supportive 
"framework." 

This framework should include clear system wide goals, an 
effective process for assessing school improvement, and an 
intervention plan that includes positive incentives. These are 
essential components of an effective school-based improvement 
process. The current framework is weak in a number of ways. 

The contract lists 27 possible “improvements” and "increases" 
that are "recommended for possible inclusion in a school's Annual 
Education Plan...," (Contract, p.16). It is important to maintain the 
integrity of school-based decisions and initiatives; however, it is 
equally important for the central office to demonstrate leadership 
by coordinating the establishment of collaboratively determined, 
system wide goals. 

The Superintendent recently set three system wide priorities 
for the coming year — improving student achievement, increasing 
parent and community involvement, and identifying children at risk 
and providing support for them. This is an encouraging step. 

However, one year is not enough to assess change efforts. 
Schools need more time to test ideas, change structures and 
attitudes, all of which are essential parts of the change process. 
How is a school supposed to develop a new plan for the coming year, 
when the process to assess the former plan begins when the new one 
is due? 

The current school evaluation process, another crucial part of 
a supportive framework, is not functioning well. While last year's 
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annual plans were finally assessed, no intervention teams were 
convened, despite some schools failure to achieve their stated goals. 

More positive incentives are also needed. The contract says 
that, "The School-Based Management Committee will develop a 
program of positive incentives for continued excellence in school 
performance" (Contract, p.19). Not enough of these are available for 
successful schools. 


Ideas for Change 

Prioritorize system wide strategies. 
Improving student success should be the singular goal of 
the Boston Public Schools. SBM/SDM, improved staff 
development, increased parent and community 
involvement, and integration of SPED and regular 
education students should be among a small group of 
clearly articulated system wide strategies to support 
individual schools to approach this goal. 


These strategies should be implemented to attain certain 
system wide objectives that are indicators of school 
improvement. The central office must take the lead by 
establishing these objectives. They should include the 
following: 


¢ reducing retention 

* reducing drop-outs 

* increasing parent and community involvement 

* increasing student attendance 

¢ increasing staff attendance 

* reducing incidents of disciplinary actions 

¢ reducing SPED referrals 

¢ increasing mainstreaming of SPED and Bilingual 
students into completely prepared regular classroom 
settings 

¢ improving parents, school staff and students' 
evaluation of school performance and climate. 


Develop guidelines for student achievement. 
The School Department in collaboration with school 
personnel and parents should articulate what general 
skills, Competencies and concepts students should 
master while in school. 
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Lengthen 


Many states set broad system wide goals for student 
success. For example, Kentucky decided that students be 
able to “use basic communication and math skills for 
purposes and situations similar to what they will 
encounter in life." The specific skills needed to do this 
include “accessing information and ideas, reading, 
observing, and listening" among many others. 


Schools should be empowered to develop individualized 
plans to achieve these goals. It should be left up to them 
how they will attain these results. 


the assessment period. 

A three year fiscal, planning and evaluation cycle should 
be adopted. During this cycle, schools would be 
responsible for submitting a single, comprehensive 
school wide plan that addresses system wide priorities. 


Each school site council would review the plan with a 
subcommittee of the Zone Planning and Improvement 
Council and reach agreement on specific yearly 
indicators of progress. 


This subcommittee will make recommendations to the 
Zone Planning and Improvement Council regarding 
individual school resource requests. 


A school site council representative will meet every six 
months with a member of the subcommittee to review 
progress and ask for specific assistance. 


During the three-year cycle, the sole function of the Zone 
Planning and Improvement Council will be to assist 
schools. Evaluation of success will begin at the end of 
the second year of the cycle. Any intervention will begin 
by, but not before, September of the third year. A new 
plan will be developed simultaneously to, and in 
connection with, this third year evaluation. 


In May of the third year, decisions will be made regarding 


"next steps for improvement." These would include 
responses listed in the current contract as well as more 
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rewards for success. These steps should be taken by the 
end of June of the third year. A new plan will be 
submitted at this time. 


Cycles should be staggered. 


Recommendation: Equalize parent and school staff 
representation on school site councils. 
Rationale 

Parents and school staff are natural allies for children. As 
their primary and secondary caretakers, they share a concern and 
unparalleled commitment in children's lives. As the primary 
caretakers, parents deserve at least an equal voice on school site 
councils. They most closely represent students — who hold the 
greatest stake in any school. 

Research strongly suggests that when parents are involved in a 
broad range of school activities — including governance — student 
performance improves (The Evidence Continues To Grow, Henderson, 
1988). It is not so much the right of parents to be involved as it is 
the right of students to have their parents involved. 

Many of the parents we interviewed said that equal 
representation on school site councils would increase the likelihood 
of their participating. As one parent put it, "If | thought | could have 
an equal say, then being on the council might mean something.” 


Ideas for change 

Change the ratio. 
The ratio of parents and school staff on school site 
councils should be changed. This new ratio should include 
an equal number of parents and school staff. 
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Recommendation: Continue to provide effective, ongoing 
training about process for all SBM/SDM 
participants and support personnel 


including school site councils, Zone 
Planning and Improvement Councils, the 
SBM/SDM Committee and the School 
Committee. 


Rationale 

Ongoing training is important for all SBM/SDM participants. 
If we are going to ask parents and school staff to collaborate as 
partners in educational change, they must receive the necessary 
Support. Principals need to learn new management options; parents, 
teachers and high school students need more information about 
school operations. 

All of the participants need ongoing training in collaborative 
decision-making and strategic planning. 


"Making sure there is a good process of planning, consensus 
building and partnership at each school is very different from 
trying to dictate educational policies and programs from on 
high — and it is likely to have better results." (Toward a New 
System _of Accountability, David S. Seeley, Institute for 


Responsive Education) 


Zone Planning and Improvement members, SBM/SDM Committee 
members and the School Committee should not be left out of this 
process. They all make collaborative decisions that affect schools. 

There are many training resources available in Boston's non- 
profit and business communities which should be utilized. For 
example, many corporations offer management consultant services 
to the city through the Boston Management Consortium. This can be 
a great benefit to school site councils, as it is to city government 
management teams. 

This kind of support has been promised. The contract clearly 
States that 


Representatives chosen to serve on school site councils will 
receive training (arranged by the School-Based Management 
Committee) beginning in the 1989-1990 school year that 

involves concept- and skill-building in at least the areas of 
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team-building; collaborative, joint problem-solving-style 
negotiation; parental involvement; and decision-making by 
consensus (Contract, p.14). 


While representatives have participated in introductory 
sessions focusing on the above topics, research suggests that 
Ongoing training is the most effective. This kind of training should 
be made available. 


Ideas for change 

Continue Tiers Il and Ill training opportunities. 
All interested parties should be able to attend Tier Il 
trainings that focus on BPS operations. These workshops 
should be designed in collaboration with prospective and 
past participants. 


The current effort to organize community based 
Organization and business resources into a third tier of 
training opportunities is a good one. It should be 
continued. 


Provide the necessary support for central office personnel 
to adjust to new roles. 
"Central office staff need to participate in — if not be 
the first to engage in — gaining the skills of 'team 
building, reaching consensus, development of trust, 
facilitating, conflict resolution and problem solving™ 
(SEDL Report, p. 67). 


Central office staff need assistance in taking on new 
roles just as much as school site participants do. 


Develop resources with input from schools. 
The best trainings are those designed with participants, 
not simply for them. Resources must be organized based 
on what schools say they need, not on what the zone and 
central offices think they need. 


A recent school department questionnaire for SBM/SDM 
participants is a step in the right direction. 
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Develop a broad menu and let participants decide. 
Schools should be offered a broad and varied menu of 
training opportunities. Participants will then be able to 
select what they think they need. 


mmendation: Improve staff in-service opportunities 


and move more of them to the school 
site. 


Rationale 

One of the main components of the current teachers contract is 
professional development. It states, "One crucial factor in creating 
and maintaining an excellent public school system is the 
professional development of teachers and paraprofessionals." (p. 19, 
Contract) 

While there is much room for improvement overall, there are 
staff development programs that work, such as the Impact Il and EM- 
MAT (Elementary/Middle Math and Technology) programs. These two 
staff development efforts are effective and popular with school 
staff. Both employ a peer teaching method that acknowledges 
teachers' expertise. 

Some teacher comments about these programs: 

"Finally, someone cares about what teachers know about how 
to teach kids!" "This program (Impact Il) is great. It is the best 
Staff development there is." "EMAT has changed my life [as a 
teacher]." 

Including staff in designing professional development 
programs will increase its effectiveness. In a look ahead to what a 
"new conception. of teaching" will demand in terms of innovations in 


staff development, a recent Journal of Staff Development article 


suggests 


Staff development will be shared among teachers and schools 
and district administrators. More staff development activities 
will be initiated, designed and led by teachers within schools, 
More discretion will exist at the school level about how to 
employ staff development to meet district and school goals 
("Changing Conceptions of Teaching Influence the Future of 
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Staff Development," Mark Smylie & John Conyers, Winter, 
1991, p. 14). 


Teachers at different points in their careers have different 
staff development needs. 


A grasp of these characteristics is essential to understanding 
teachers' morale and performance problems and to 
implementing effective efforts at revitalization and school 
improvement (Educational Leadership, "The Faculty in 
Midcareer: Implications for School Improvement," R. Evans, 
May, 1989). 


In addition to these changes in how staff development is 
designed, changes need to be made in how it is delivered. The 
current schedule of planning and development (P & D) periods and in- 
service meetings does not provide enough time, and is not organized 
in an effective way for teachers to work together and improve their 
practice. 

"The shorter after-school in-service meetings are mostly a 
waste of time. When they are not, it is a pleasant surprise,” 
acknowledges a teacher. 

While after school in-services are not effective, there are 
signs that another more comprehensive effort — The McCormack- 
Dever professional development school — needs rethinking. At 
present, it functions as an expensive "pull-out" teacher retraining 
effort. Changes need to be made to ensure follow-up support for 
alumni and to produce long term benefits. 

One teacher explains, "When I returned to my school | was all 
excited, but then | felt alone. | almost gave up on the changes | 
wanted to make." This teacher did change her classroom practices, 
but only because she took the time and initiative to build a 
supportive relationship with another teacher who had also gone 
through the program. 

Another veteran teacher on the brink of "burn-out" reported 
enjoying the mini sabbatical and break in routine. However, she 
added "Once | got back to my classroom, | faced the same 
overwhelming discipline problems. Nothing changed for me or my 
students." 

This is consistent with Michael Fullens review of staff 
development nationwide. He notes that "when collegiality is 
achieved, it is often short-lived because the social organization of 
the workplace is not conducive to maintaining collaboration in the 
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long run." (Staff Development, Innovation, and Institutional 
Development, ASCD 1990 Yearbook) 

Schools are not to "blame" for this situation, it has existed for 
decades. Teachers should not be left on their own to develop support 
networks. These supports should be institutionalized and integrated 
into each school's improvement plan. 


Ideas for Change 

Offer more in-services at the school site. 
More in-service opportunities should be available at the 
school site and within the school day. They should not be 
limited to monthly professional days or outside learning 
opportunities. 


Use a competency-based approach. 
Staff development should build on teachers strengths. It 
should shift from dependency on external sources for 
solutions to greater self reliance in instructional 
decision-making. 


Encourage staff development by staff. 
Teachers should have the discretion to initiate, design 
and lead staff development activities within their 
schools. 


Impact Il, EM-MAT and other popular, effective staff 
development programs must be supported and expanded. 
Both of these programs include teachers in all phases of 
planning and implementation. 


Provide a broad menu of opportunities that meet a broad 
range of needs. 
A broad menu of services should be offered from which 
school staff may choose. 


Services should be designed to meet staff needs on a 
continuum of points in their professional lives, from 
novice to veteran. 


Create more time for teachers to work together. 


Professional development (P&D) periods and in-service 
times should be flexible so that teachers are able to 
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meet together for an extended period of time to 
communicate, learn and plan. 


Lengthen the work day. 
Increasing professional development time can not be 
done at the expense of students’ time in school. Teachers 
should be paid to work a longer day. 


Connect in-services with school improvement goals 
Staff development and training at the professional 
development school and at school sites should support 
system wide priorities and individual school goals for 
teaching and learning improvements. 


Administrators must support and reinforce training. 
School administrators must reinforce staff development 
and retraining through frequent, professional 
performance reviews. 


Rethink the professional development school. 
The McCormack-Dever Professional Development School 
should be organized and funded so that it can provide 
Ongoing support to teachers who attend it. This could 
include site visits by support staff, occasional return 
visits by participants, plus stipends and training for 
participants willing to train other teachers. 


If the school system is to keep an expensive, centralized 
professional development school, it should consider 
creating one for grades K-12. Most important, it should 
also make serious effort to recruit the system's most 
gifted teachers as Clinical instructors and mentors. 


Base staff development on research. 
There is abundant research on how to provide excellent 
in-service training. This information coupled with 
specific input from school staff should be the basis for 
staff development program decisions 
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Recommendation: Coordinate system wide efforts for 
improving Boston's schools. 


Rationale 

One well informed Boston educator wondered, “What exactly 
are the different roles, responsibilities, and authorities of the 
School Committee, Superintendent, Zone Superintendents, Zone 
Planning and Improvement Councils and school site councils? Does 
anybody know for sure?" 

The recent BPS audit by Northeastern University sites this 
lack of clarity as a central problem. "The need to establish clear 
accountability pertains not only to the relationship between the 
school committee or governing board and the superintendent; it 
extends to all central and individual school management” (p.xiii). 

While we do not agree with some of its recommendations, the 
audit's assessment that this confusion "inhibits initiatives to 
improve schools" is sound. 

One area that needs clarifying is the relationship between the 
Zone Planning and Improvement Councils and school site councils. 
The Controlled Choice Plan identifies the zone councils as a key 
resource for supporting school-based improvement. An informal poll 
of Zone Planning and Improvement Councils suggests that they are an 
underutilized resource. "We don't have enough power to help schools 
improve. Yes, we disburse discretionary funds, but we need to do 
more to Support school improvement," reports one council member. 

While the Controlled Choice Plan charges councils to review 
and approve school improvement plans, they do not do so regularly. 
They also do not have the authority or resources to support 
improvement efforts. Their mandate is to advise and recommend, not 
to make decisions. The contract identifies the Zone Superintendent 
as the key player in the school assessment process. Zone Planning 
and Improvement Councils are not mentioned in this context. 

Another contributing factor to the confusion is the number of 
different plans mandated by various school improvement initiatives. 
In addition to the Annual School Plan mandated by the current 
contract, schools who receive Chapter 188 funds, Chapter 1 funds 
and/or are a STAR school must submit additional detailed plans. 

Each requires a detailed account of goals, steps to be taken and 
criteria to determine success. As one principal puts it, "I just lift 
from one to the other. It is a very common practice (among 
schools)." This is a redundant system of accountability without 
sufficient coordination. 
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Clarify the relationships between key decision-making 


bodies to 


maximize school improvement. Eliminate 


duplication in decision-making authority. 


The various roles, responsibilities and decision-making 
authorities of the School Committee, the Superintendent, 
the Zone Superintendents, Zone Planning and Improvement 
Councils and school site councils need to be clarified to 
maximize school improvement efforts. 


Authority should be decentralized directly to the school 
site whenever possible. 


Increase the power of the Zone Planning and Improvement 


Councils. 


Create a 


CWEC suggests that the Zone Planning and Improvement 
Councils be strengthened. Each council should be 
empowered and funded to support school-based 
improvement efforts. Specifically, zone councils should 
have approval, support and sanction school improvement 
efforts. 


The primary responsibility of the zone office staff 
should be to support the Zone Planning and Improvement 
Councils in meeting school needs and assessing success. 


coordinating position. 

The central office should reassign staff to coordinate 
this disparate situation. They would standardize the 
application process for various resources, make 
recommendations to the Superintendent for restructuring 
the process overall and help schools deal with the 
current situation on a case by case basis. 


Accept one plan from each school. 


Each school should be asked to write one "core" school 
improvement plan. This plan should be accessible to all 
agencies that require one. Schools can provide additional 
information on an "as needed" basis. 
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Implications for the contract process 


School Based Management/Shared Decision-Making is a product of 
the contract between the Boston Teachers Union and the School 
Department for the school years 1989 - 1992. Changes in SBM/SDM's 
design and implementation will necessitate either amendments to 
the current contract and/or changes in contract language in future 
agreements. 


This report has made a number of recommendations and has 
suggested related "ideas for change." (Both of which are largely 
based on the opinions, observations and experience of SBM/SDM 


participants.) All of these recommendations have implications for 
the next contract. 


Here is a summary of CWEC's suggestions that speak directly to 
particular provisions in the current contract. 


@ Write a new SBM/SDM mission statement. 
@ Base SBM/SDM "success" on student success. 


Alter staffing provisions giving schools control over 
hiring of all staff. 


Increase budget power for school site councils. 
Lengthen the work day. 
Change and strengthen the school evaluation process. 


Lengthen the assessment period for SBM/SDM schools. 
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Streamline the waiver process. 


# Equalize the representation of parents and school staff 
on school site councils. 


@ Staff development activities should be research-based 
and more often at the school site. 


# Create more quality time for teachers to work together. 


# Rethink the professional development school. 
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A New Approach 


We encourage both union and management to seriously consider these 
suggestions when they negotiate the next agreement. Furthermore, 
we call for all parties to adopt a new approach to contract 
negotiation. 


Elliot Eisner, Professor of Education and Art at Stanford University 
describes this approach well. 


We need to look at schools as an ecological organization, a 
system that needs attention in several dimensions. 


We need to pay attention, first of all, to what we really think 
matters, and that has to do with our intentions. 


We need to pay attention to the way in which school as a 
workplace is organized because the structure of the school 
provides constraints and opportunities for students and 
teachers. We want to know whether or not those constraints 
and opportunities are appropriate — the way we define the 
teacher's role; the way we isolate teachers from each other so 
that they don't get much feedback on their own teaching; the 
way we divide subject matter so there's no relationship 
between the way in which we define the school day and the 
school year. These are structural features which need 
attention. 


We need to pay attention to the curriculum — what it is that 
we teach, how subject matters are related, the role of the 
student in dealing with subject matter, how much initiative 
students are permitted to pursue in areas in which they have 
particular interests and inclinations. We need to pay attention 
to the evaluation of school programs, in terms of the quality of 
what is offered, the quality of the teaching that is provided, 
and what the youngsters are learning. 

(Beyond Z, 4/91). 


When crafting the next agreement, management and union 
representatives should look at all work rules and past practices that 
hold back effective teaching and learning in the classroom. The 
research and evaluation department should review contracts from 
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around the country to compile a list of innovations that show 
promise for improving student performance, school climate and 
pedagogy. 


Changes — including many recommended in this report — will require 
additional funds. Zone Planning and Improvement Councils have no 
Official budget allocations. Decentralized staff development will 
demand more resources and staff would have to be paid more to work 
a lengthened school day. 


We must begin the budget process by asking, "What do we need to do 
to provide a quality education?" The answer to this should be based 
on what we know works, then it should be implemented in a way that 
will promote success. This will be a sound foundation from which to 
request financial support. Schools should not receive money to do 
more of what does not work, but they must be provided sufficient 
resources to do what does. 


Parents, all school staff and interested members of the university, 
business and social service communities should be involved in this 
process from start to finish; their recommendations must be taken 
seriously. During the last round of negotiations, a similar advisory 
group met only a few times and there was no clear set of 
educational priorities made public before negotiations. /n Ejisner's 
words, "what we really think matters," was never articulated. 


Conclusion 


School staff work hard to support students. Parents want the best 
for their children. The community depends on an educated citizenry. 
Our schools can be places where these efforts bear fruit, where 
these hopes become reality and where the community's needs are 
met. Schools can be places of greater learning, personal growth and 
academic success. School Based Management/Shared Decision- 
Making can help them become these kinds of places — but only if we 
commit to the process, trust those we seek to empower and support 
their efforts fully. 
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